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,PREFACE
r

A major aspect of the UNISIST Programme is the develo of manpower

resources basic to the Planning and operation of pre nd future

infor*tibn s'ysteru and services. Priority in thi ar is 'being

given to the training of information science teac and the

training of administrators and-managers of lnfor n systems and

services. In concentrating on projects relate hese two

categories of personnel, it is hoped to achi "multiplier effect"

,as recommended by the unrsisr Ad Hoc Commit nEducation and

Training Policy and Programme.

In respohse to the increasing demand fr m/Member States, especially,

from-developing areas, for the training/of managers and as a follow-

up to the suggestion of the UNISIST d/Hoc Committee on Education

and Trainihg to develop curriculum 4rial and guidelines which

would help developingcounrie's d sign and conduct their own

courses, Unesco.requested Prof. maul Wasserman, College of Library

and Information Services, 'Univ s,ity of Maryland and Prof: John R.

Rizzo, Department of Manegeme t,'Western Michigan Urliversity, to

work out a topical outline*f r,toorses in administration for managers

of information §prvices an a/set of guidelines for designing and

impleMenting such courses ,Both authors possess a rich experience

in this field, not only rough their involvement in the Library

Administrators Developm nt Program which they have conducted for a

number of years at the niversity of Maryland College of Library

and Information Servi,es, but also through a wide series of similar

courses.held in.dif rent regions of the world in response to the

needs of developin countries. More \specifically, the two UNISIST

courses for-managers of information systems which they conducted in

Mexico-and the Philippines respectively served as a basis for

Preparing the present outline.

Fbllowing the.practice adopted within theUNISIST Programme, the

draft of the present document was circulated for comments among a

number of dxperts from developed as well as developing countries

and their'cilticiSms, ideas and suggestions for improvement have

been taken/account of in the present final version.

French and'Spanish adaptations of this outline are in preparation.

I

3

fr

,



$.,17wI'7017,

,

%A/1111.111J

.PREFACE

- SECTION 1. GENERAL .INTRODUCTION

A. Purpose and Scope of the Present Manual 1

B. Assumptidns of :This Course in Administration . : 1

C. Backgeound and Experience eading to the -Preparation
of the Manual' 2

!D. Orientation. of the Prese t Course 3
E. Topics td be Treated

,i .4

F. Ways to Use, the Present Work 4

',..-A8ckhowledgement
of Advisory Board and, Their Critiques .. . . 5

H. 'Advisory Board 5

tECTION II. PARTICIPANTS.- CHARACTERISTICS AHD SELECTION

A. Qualifications, Experience and Age 7

3. Illustration of Typical Application for Admission Fdrm .1. 8
C. Endorseipents and Justifications for Applicants 11

D. Language Requirements .° 11
E. Number of Participants 11

SECTION IIi. METHODS OF INSTRUCTION AND'KEY ROLES

A. Necessity for Variation in Methods, Media, and Materials ... 12
' B. Variation in Faculty Role Requirements .... , . . , . . . 13

C. Role of Particlpants as Instructional_Resources 14
D. Special Role of Re'sident Direc1or(s) . . . .

;
. 14

E. Possible Requirements for Participant Pre- and
Post-Conference Work 16

F. Specific Resources 'and Methods for Training 17,

.r+

.SECTION IV. QUALIFICATIONS OF DIRECTOR(S) AND FACULTY

A.. Program Director Qualifications
B. Faculty Members

t4.

SECTION V. ARRANGEMENTS, FACILITIES AND PROGRAM AMBIENCE

SECTION VI. TREATMENT OF PROGRRM CONTENT

A. Illustrative Workshop Outline
B. Topical Outlines and Bibliographies

1. The Role of the Administrator .in Complex
Organizations e

2.. Organization, Structure: "Design,and Dynamics- .

3. Managing for Motilvation and Puduaivity
.A'

t
28

028

7

, .

* 30

a

. '32

35

36

36
'42



_

tontents

4.. Managerial Leadership
5.'''Performance Appraisal and Development of

. Employees.
6. -Establishing and Implementing Objectives

46

51

.58,

7. Group Problem Solving and Discussion Leadership . . . . 64

8. Financial Analysis, Planning and Control 68

(
9. Management Decision Making ' ' .

75

TO. Trends and New Directions in Information
Organization Administration . 76

11. Workshop and Open Forum 78

SECTION VII. POST SEMINAR CONCERNS 79

5

Wit



t

4

OUTLINE FOR A'COURSE IN ADMINISTRATION FOR MANAGERS
OF INFORMATION SERVICES AND CENTERS

SECTION I

GENERNTRODUCTION

,Purpose and Scope of the Present Manual

In every region of the world very gregt advances'have occurred in
recent years in educational, social, and technical fields. A's a

result, the size and variations of library and information activities
'have gtown significantly./ Increased attention 'and effort has been
given to modern services, contemporary technological applications,
and the formation of new national and international efforts in
information work. Such activities profoundly influence organizational
patterns, and dramatically impact on those who Old responsibility
for managing or developing information organizations. Information
*service managers are confronted with rapidly growing demands for
improved and more sophisticated systems and service's. Library and
information organizations are changing from simple to more complex
agencies.which are controlling increased work forces and larger

. .

scale financial, resources. Because of these develOpments, library
and information organization managers now assume administrative

-responsibilities far more demanding than those of an earlier period.

Herein lies the rationale for the offering of workshops and seminars,
in management for the training of administrators of information
services and centers. The present work is a set of guidelines for
use byqhose who would hold responsibility for planning, developing
and offering such training

B. Assumptions of 'This Course in Administration,

The type of course detailed here is'built upotn the assumption that
those who hold orw011 come to hold senior administrative responsi-
bility in information organizations of all types must be reoriented

their'outlook from the specific and technical problems of
information to the central issues of organizational management if
their organizations are'to be',effectively led. The conceptual basis
of the course is founded on the assumption that the basic knowledge,
skills and methods of administration which have been developeclin
business and industry, and in public administration along with the
supportive body of knowledge about human behavior which support such

.

practice, are equally important and applicable for those who practice-
administration in library and information organizations.

The present manual therefore identifies key elements for the type of
workshop designed to present and to develop the maugethent skills of

, such information personnel. The prograth content and elements should
be offered in an environment conducive to learning and interaction.

, It should allow for the examination of theories and concepts and
provide problem solving situations central to the management role
for-direct translation into the milteu of the administrator of an
information organization.

6
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C. Background-and Experience Leading to the Preparation of the Manual

The concept of management preparation for information organization

administrators is not a new one. For a number of years, many
individuals have availed themselves-of formal and informal oppor-
tunities to'improve their knowledge and skills and to advance their
understanding of managerial questions-and managerial techniques.
But the preparation of the present'set of guidelines has its
inspiration in a sequence of-events' begun in the summer of 1967 at
the ,University of Maryland, when for the first, time a two-week works o
sequence for.practicing library administratdrs was organized by the
College of Library and Infdrmation Services. In 1967 it was

becoming apparent that the responsibilities of the management role
library'and information organizations in North America were alreadyi
such that it was necessary to.provide additional training for
individuals- assuming such roles. The demand'existed for, skills,

, 'Atechniques and perspectives which.would enhance their ability to
'perform, not as library experts, but rather as managers. By then

it was already .clear that the normal career progression of those who
hold senior responsibility reflects a continuous progression from .
technical infgrmation responsibilities to the assumption ofadditional
administrative responsibilities.

. .

Begun in the summer of 1967,the Maryland Library Administrators
Development ProgramLas continued each yeal. as a two-week program.

It brings together t ty to forty senior administrators, and .

concentrates upon the principal area's of administration. From the

outset,-theseminar has offered sessions treating the characteristics
'of complex organizations, interorganizational relationships, problem
solving, leadership, motivation, formulation -af objectives, personnel
relations, decision-making, financial planning and control, pgrforMance
appraisal, the impact of technology on information organizations, and

3

the implementation of change. *.Through the ten-year history of tbig
effort, more than* 0 administratbrs of libraryand information
organizations in North America, as well as from other parts of the
'world have experienced the sequence.

In 1974; following discussions with officials of UNESCO in charge Of

UNISIST, it was felt that a useful experience would be to include
several UNESCO Fellows granted under the UNISIST program drawn froth
developing countries in the regular Maryland program offering. This

was seen, to be an effective method of determining whether the
program 'would have value for the training of managers from develoPing

countries. Three sponsored participants, were drawn from Colombia,
Turkey, and Nigeria. That same year, ConsejoNacional de Ciencialy .

Tecnologia (CONACYT) in Mexico, sponsored a fourth/participant'. This

experimental panel participated in the course and evaluated the
concept and content of the administrators program and its utilitylfor
individuals from developing nations. The determination was that wit0b,
modification and allowance for geographic and cultural variations,
the concept of management workshops for the information, field in the
developing regions of the world was essentially sound'and needed.;.

Accordingly, in June of 1975 aorwo-week management workshop was !

conducted in Mexico under UNISIST/CONACYT auspices for individuals
drawn from countries in Latin America. The authors of the present
report served as program directors and gWared faculty responsibilities
with Mexican personnel. In'June of 1976 in the Philippines, under.
UNISIST/National Science Development ,Oard (NSBD) auspices, a second
workshop was conducted for information personnel from South East Asia.
This seminar was also directed by the authors who again shared
faculty, responsibilities with. colleagues drawn from.the Philippines.

7
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With the increasing development of information organizations at
national, international and regional' levels, the need for suitable
management competence continues to grow. The rate of inquiry
about available administrator workshop and training opportunities
has accelerated. It was in response to'this universal interest
that UNISIST officials invited the authors to prepare.this
outline.

-

The present manual naturally reflects experiences with the Maryland
program and with the two regional offerings conducted under UNISIST
,sponsorship. its purpose As not t9' serve as.a substitute for
effective and experienced local planning. Ratherit points out,
more important problems'and opportUnities, and attempts to identify
and suggest approaches to the suceessful conduct of a management
seminar.

D. Orientation of the Present Course: .

There are a number of ways in which, the topic of management may be
approached., The present outline'treatl the subject in a particular
way. Essentially, it builds on the acceptanceoof the universality
of the administrative process. Seen thus, organizations, are
viewed to be very similar, even though their products, programs and
services may be different, and even though there are political,
cultuKal and environmental characteristics which vary in different
regions and under different circumstances. The seminar:is designed
for the non-specialist; that is, the practicing information or
Yibrary person who has not concentrated academically or formally,
in management, but rather in the information field. -

One essential thread which runs through the fabric of the course is
its attention -to the behavioral ei -human aspects of.administration.
Thus, the course is behaviorally oriented, concentrating heavily

qupon the management of human beings in ways which enhance and
improve organizational efficiency and effectiveness. _Because of
the strategic importanc of financial and budgetary tatters, these
issues are prOminently\t eated as well. Each of the topics is
considered in the contex of contempordry developments in the
library and information orld, and as part of the political and
cultural settings in whi h such organizations are advancing.

Numerous topics of importance to manAers (operations research,
statistical methodology, rketing and public relations and many
others) are not included in thepresent course. Because of the
limits on possiblescoverag within the two-week time span Of the
workshop, judgments were',n cessary about which subjects were most
essential. The experience with earlier efforts, the assessments
of relevancy of past participants, and the need for maintaining
the integrity of the substantive content led to the final selection
of, program topics.

As will 'become MOr--'apparek frOM consideration of the'sections on
instructional methods and subjects covered in the course, the
offering blendT theoretical elements, conceptual issues, and
application of techniques and skills. It orients participants to
practical methods and tools, .as well as to managerial attitudes
and valu . Furthermore-, because of their detachment from their
normal ork-a-Iday roles, participants are helped to identify
appro.ches/to the solution of their organizational problems, and

evolve a more sophisticated awareness of their responsibilities
and the-administrative implications of their positions.

6



The two-week offering which the present outline describes provides
for a combination of formal and informal, experiences. Instructional

methods- are varied. Evening sessions and informalf discussions '-'

between faculty and participants, and betKeen partiCipants them-

selves help to relate the content and experiences of the program

to the participants' personal needs. Thd nature of the.experience

in:working and.living together during.the workshop encourages
sharing and comparing with others. Each individual undergoing

such a training experience has ample opportunity4for self - improvement

and expression within the environment of a group of purposeful

colleagues drawn from comparable work settings. Such interactions

.yield often as much benefit andcontribute to program effectivenets
as the formal sessions,

E. Topics to be Treated

Among. the topics treated in, the present outline are the following:
Participants - Characteristids and Selection; Methods of Instnitiation;
Qualifications. of Director(s) and Faculty; Arrangements, Facillikes
and Program Ambience; Proposed Topical Outline, Elaboration and
Definition of Content; and the supportive recommended bibliographies.

It shohldbe noted that general questions relating to la) planning
and offeringof workshops, and seminars, and (b) program evaluation,

are both thoroughly covered in ex-Ming UNISIST documents.'
Consequently these topics have received only'passing mention in, the

present work. ,

F. Ways to Use,the Present Work
f $

The guidelines proyidedherein are intended4d assist program plan'hers

and workshop directors to avoid-problems'and to take. advantage of

opportunities. The information is 'lased upon experience, gained over

a-number of years in condUcting.management seminars for information

personnel. This publication attempts to anticipate questions by

pointing out what has been learned only after mach effort, and
continuous experimentation, moditication'and adaptation in program .

lines and in teaching methods. Still, these guidelines are not

sacred. They ark clearly subject to adaptation and variation based

. upon particular circumstances,, and are rat intended to be seendas

rigid or inviolate., The insjghts and seggestions are based upon .

practidal experience.

No guidelines can ever substitute for a skilled and talented ,faculty,

a well selected body,of interested and compatible participants, or'

,a pleasant and well equipped Aemfnar center. With these three
e_

ingredients in effective combination, results can pe highly.
-favorable, but a failure.or limit in any will take its toll upon
program effectiveness in spite of the finest outline:, Essentially,

the present manual seeks to bffer a suggested program and ,syllabus
fora-Management offering, and -to share pspecti es on other

considerations which bear'upon the successful conduct of such a

training sequence.

"Atherton, Pauline. ONISIST Guidelines for the organization and
Training Courses, Workshops 'and Seminars in Scientific and Technical
Information and Documentation, UNESCO, Paris, France, April 1975. SC/75

MS/29. See also, Lancaster, F.'Wilfred. UNISIST Guidelines for the

Evaluation of Training Courses, Workshops and Seminars in toientific/

and Technical Information and Documentation, UNESCO, Paris, France,

August 1975. SCP5/WS/44.
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. 414other important proviso, particularly in instances when the course
is sponsored by the UNISIST program, is the need for pre-conferenCe
interaction between foreign and local planners and faculty. Such
pre - conference meetings arejeTsentiA to clarify program details
and to assure a common understanding:

.. .. .

.

G. AcknoWledgementsof Advisory Board and Their Critiques

As with all such efforts it is impossible for those very close to
the subject mItter.to gain the necessary perspective. For this
reason the authors are very much indebted to those colleagues who
have'kindly assisted by,reviewing'and commenting upon the original
Outline and,earlier drafts:' In addition to members of 'the _

editorial advisory group singled out below, we wish also to-,
acknowledge the contributions to the present. work made by the
participants during the international workshops held in' Mexico
and it the Philippines, and to officials in each country, Guillermo
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Valuable assistance was also ftovided to thetiauthors by William
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at the University of Maryland, who aided in umerous ways. Over
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H. Advisory Board
.

their thoughtful assessments of the pre]im4nary outline and the
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. final draft, the authors are deeply indebted-to the following members,
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present content reflects the views and perspective of the authors
and not the members of the Advisory' Board because dpinions about :

the range oropical *tent were not always reconcilable.
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flead, Professional Development

Consejo-Nacional de Ciencia y Tecnologia _(CONACYT)
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British Library f
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London W1V.4BH, England
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iF ilr. 'SECTION II

PARTICIPANTS - CHARACT1RISTICS .4N SELECTION ,

The successof a workshop depends-in significant measure upon the.
qualities 'and contributions of those who are selected to be
parOcipants: Care and discrimination must be exercised, there;.
fore, ih inviting appropriately qualified personnel to -participate.
Because-lip is useful to have details,about theeducation and
work background of participants, announcement of the pliogy'am
should be made early enough to ensure applications from those mho
would be best able to profit from the experience. ,Thisimplies
wide circulation of the announcement of the course which describes -4r
the purpose and content'of the seminar, and the position respon-
sibilities and formal education'sought among the participants. ,

In announcements and other communications, participants_ must be
'Made to'understand that they have to be ready to engage in serious
and intensiveStudy'of.Mapagement issues during the workshop; t

rather than concentrate upon technical information or library
problems. 'They are expected to bring a serious and mature intel-
lectual approach to the problems of administratioC., Moreover,
applicants must understand qlparly that they are to tie :coMpletely

.free of organizational 'responsibilities durifig the course. They
should also recognize that they shall be, expected to work °rigorously
and for long tours, ,so that in a short period ottime.they can be
expected to improve their knowledge and skillS.

A. Qualffications Experience and Age

Thosefor whom a management workshop pftves mut.suit4ble are
individuals who holdresponsible administrative positions already,
or, those who are being groomed for the assumption of significant
managerial roles. Obviously, there are differences.betWeen and
among individuals based upob the lever of thejr.backgrouhd and
experience; their professional interests, their formal academic

4
preparation: end their health. Over a number of years the average
age of participants in management workshops.in.t.ne information
field has run around 40 years;. with a great majority being-drawn
from those in their Ws and '40's. Frequently,, those who are,
younger have not yet had sufficient seasoning to profit fully'
from the workshop, while those well into their50's either do not

.

as often apply, or are less able to learn as readily or pro;r6 asp
- adaptive. Still,"because individual variations are so great, it
may be unwise.to introarce rigid chronological upward or lower limits'
'-upon applicants.

: \
While the acadeAc preparationlpf6participants will vary,thoseW46'
tend:most to profit from the workshop experience are individuals
with formal .university preparation in information or a correlative-'
subject field,. ForpurpOs8 of comparative evaTUation, it is
useful;to have each potentials participant completea.common form
Which identifies their positions, their work responsibilities,
their age, their formal ,credentials, their work experience. and
levels of regpOnsibi.l.ity in work role's, and the their
pr*nt responsibilities and assignments, including the number of
people, whom thersupervise,,and the identification of. their
'supervisors. Moreover, the statement of recommendation from their
supervisors attesting to the organizational usefulness of their

5,
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.

,mparticipation.will serld)ai another valuable-device for making'
*Aces among militants for whatmay. be.a limited.number of.
places. :

.

o,

1

.
.. .

,
.

.

Ill'ustratiohof Typical Application for AdMission Form
..

,

Purely for purposes;of illustration, the importdnt elements of the
--.....

application form employed id the Maryland Administrators

DeveloOme4 Program follows hereafter: ..
.

.

o

Y
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I

Application for Admission .

Personal Inf.ormation

Name:

Title of present.position:

Name of Iffstitutioni

Date of Birth:

,

Business Address

Tel ephone:

,E d ,u c a t.i on

Home Address

Telephone:

College Degree . Years Attended
A

A 4

Empl o y m e n t R,e c o rd (Previous significant work experience).

Organization ,Location Title Dates

Briefly describe your present position and responyibql iti.es as-they relate
to services of your organization:

Number 9f employees who are responsible to you:

Name and title of-your immediate superior:

14
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Reasons for wanting to attend the Administrators Development Program:

date:
Signature of Applicant

O r tz a t i o.n'S ponsorshi p (Where appropriate to be
,

-completed, by the execliIive who ,recomMends the applicant's participation
in the program).

Signed:
(Name and title of executive who recommends this' application)

Mail this applcattaa by (date) to:

15 .
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C. Endorsements and justifications for Applicants ,

It is critical to also require the support and the recommendation of
those to whom the applicants are responsible.- For this reason, it
is advisable to have a formal statement from the official to whom
the applicant repOrts, identifying why.the organization is interested
in having the individual participate. Such an explanatory statemeht
written by the applicant himself is also very effective as an
element ofthe application process, since it serves,as the basis
for determining whether the individual truly understands the program
purpose anci.perceives its value in.reratieKto his own work role.

D. Lariguage Requirements

)

A crucial factor, particularly in instances where there May be
barriers of language, is the assurance that participants are able
to work effectively in the language of instruction. Demonstration
of such language competence must be built into the application
process. It has been our experience that aclaim of language
proficiency by the participants may be insufficient. 'Therefore,
,consideration should be given to verification. Without verification
there may be a need for simultaneous interpretation. This g

condition prevailed in the Authors,' experience in Mexico. Me'
arrangements and costs of such translation must be included in
program design and planning efforts.

E. Number ofTarticipants ,

The number of participants who can be effectively accommodated in a
management workshop varies with the facilities and arrangements
available. -dn general, however, for purposes of interaction, group
exercises, and involvement, the number of participants should not
be in excess of thirty or so or effectiveness will tend to decline.
Moreover, there is a minimum or threshold number needed in order
to provide.a sufficient number of individuals,whb will interact
and work with each other in group-situations; and thereby enhance
the learning experierte. Perhaps the smallest practicable number
of participarits will range around eighteenor so. Groups which
number between twenty and thrity arvery workable. 'Moreover; with
such a numiler it becomes possible for the group to form a unique
culture during the two-week experience. Each participant will come
to know his colleagues and' members of the faculty closely and well
'through both formal and informal interactions. Such learning and
involvement is reinforced by the fusion between the formal program
elements in classroom discussion sessions and the after-hour and
informal relationships which the group enjoys by living and working
together throughout the two-week experience.

. .16
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- SECTION III
P

,

METHODS OF INSTRUCTION AND KEY ROLES

A. Necessity for Variation in Methods, Media, and Materials

There exists a wide variety of methods, media, and materials avail--
able'for consideration in-designing an instructional program. It

is essential that this variation be reflected and utilized in this
particular coase in administration. This argument can be
justified on a number, of grounds.

On critical justification lies in the fact thatedministratiVe
positions put varieddemands on incumbents of these positions.
Successful administrators require knowledge of many techniques,
tools and subject matter areas. Second, they require a variety of
skills in application in individual and interpersonal situations.
Third, there are.certain attitudes, values, and beliefs that are

,considered functional- for success in, administrative roles. If

knowledge, skills, and.attitudes are all relevant to_succesS,:4in
administration, then Consideration and use of varied instructional
techniques is mandatory. That is, the requirements for the
acquisition of knowledge are different from those which are required
in developing skills, or in changing attitudes.

In order to acquire knowledge, the participant need only have
trt

sufficient intelligence, interes-L'and time to read about,,listen 7-
to, or obserVe events or informr,lon which can be presented in a l

variety of forms. This information is hopefully committed to 1

memory and kept-available for later reference. 'It may be examined;
'interpreted, and integrated into the knowledge bas previously

41

.acquired. All the particpants need is exposure under non - distracting

conditions.

The acquisition of 'skills, although sometimes dependent upon th use
of new or old knowledge, requires additional and different par ici-
pant experiences. -A major requirement is practice. Practice may
take many forms, but unlike ti conditions to acquire .knowledge,
participantsare'more active physically and mentally. They are
required apply knowledge in order to acquire skills. ..They are
exposed i n a skill ilcquisition process to problems, exercises, and,
the like, which when done several times, produce the necessary
skill. Practice also is enhanced with the addition of defined
criteria or standards of observable performance, the formulation of
settIng'of performance goals, and periodic coaching and feedback
on performance.

° The question of changing attitudes has in it some of the comppilents
oftknowledge and skill acquisition, yet requires that participants
become involved at a more personal and intensive level. They may
have to identify and expose or subject their current beliefs ,to
scrutiny. Attitude change usually involves an "unfreezing" of
current/beliefs, anew learning stage, and a "refreezing" of the
new attitudes. This requires situations. calling for interactions

inwithttructional staff and other participants, and involves
dealiqg with emotions and"feelings. In making program design
decisions for attitude changes, the instructional staff must.
utilize methods that are considerably different thap_when knowledge
or skill changes are.desifed, .

17
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There isan educational debate whether attitude change should be
undertaken directly, with the aspiration that behaVioral change
will follow. InstruEtional staff should be aware that the argument
has been made that conditions should first be set to"ensure.
behavioral change, allowing attitude Ehanges to follow. The
:debate is unresolved, but recognition of it will give instructors
,opportunity to vary their approaches:

The necessity fqi- variation can also be justified on other grounds.
Purely and simply, there is always the risk that there'will be a

natural tendency for overreliance on techniques which effect
knowledge, but do not aim at skills,or attitudes. Most instructors
consume the vast majority of their time on lecture and readings,
which are most appropriate for knowledge acquisition. They may
desire and actually feel they are affecting particinantS beyond the
,knowledge stage, but it js,unlikely that they are unless they
dramatically vary their technique. This is one Teason why attention
to the selectqon-of facul1y, treated in the next "section of this'
manual, is so very critical.

A final justification for variation lies in the totality of the
experienci participants will have over the range of the program.
Participants cannot be expected to deal for several weeks, day after

with onl,y.leCture-and readings. TO maintain their attention,
to sustain their interest and involvement; to capitalize on their
serving a` resourcesito each other, and even on sheer physical
comfort grounds, vtiety t method is essential. The use of
discussion groups; ases; simulatiohs, role play, etc., not only
achieves differenteduptional objettives, but sustains the involve-
ment of participants and-gives them more varied opportunities to
confron material as well as each, other during the learning process.

Bs Variation in1Faculty_Role.Re9uirements

The obvious major role of,thecfaculty is to bring appropriate content. .

from the field of administration into the instructional setting.,
Their taskis to select and utilize appropriate instructional -

techniques in imparting this content. Hence, they must select
materials, arrange instructional space, and in.general,'Aiductjhe
educational experience in conjoint relations with the program
director(s)"and 'tither relevant course personnel.

Beyond the immediate instructional role; faculty may have the
opportunity to dis6Ass (in groom or on a one-to-one basis) specific
problems that participants are,experiencing itheir home organiza-
tions. This is essentially a quasi-cOnsultative role, and :fin*
making a personal tr'nsition to the home setting. It may Also take
the form of highly personalized feedback or help to In indiiidual
participant regarding their actual or potential administrative.
ability. 'The authors have experienced numerous instances of being
asked to give help and feedback b individual.participants, so
that they might improve as an adpinistrator. Resident directors,
who may also actas faculty, are in a particularly good position to
offer such assistance because they have had the opportunity to
observe and interact with participants on anongoing basis.

18
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Faculty may also explain and clarify the kinds of consultative roles

, they assume and the type.of consultative help they can bring'to

participants' organizations. But a serious note'of caution should

be interjected here. The instructional role and platform,cannot be '

used or abused as a promotional device for consultative activity.

This is a matter of tact and taste, and specific consultative
questions or arrangements should clearly be handled outside the

specific instructional class periods.

C:' Role of Participants as Instructional Resources

It is the authors' experience that a conference in which participants

have ample opportunity and.encourijement.to interact with each other

is more successful than if this dc:Is not take place. This notion

connects directly to recommendations to be Made in this document

regarding conference location, characteristic of facilities,

ambiance, and training methods. Everything possible should bey done

to encourage mutual involvement and interaction between ,participants.

ime, space and methods should all be,utiliied toward this goal.

In interacting with each other, participants are able to clarify,

test, and confirmAearning experiences to which they are exposed

during the conference. They can debate, /discuss, challenge and gain
further perspective on almost_any aspect'of the content of the,course.

They frequently feel more willin, and able to engage in these
.activities'with fellow particip nts than they are, for example, with

§ --L,

the faculty with whom they may have somewhat more reluctance and,

certainly less time and opportunity.

Therefore; interaction With eljow .participants broadens their

-resource base, yet it does' t beyond the question of'mere number and

opportunity. Fellow participaAts are in similar types of organizl-

tions, face similar problem ,have similar aspirations. A natural

kinship and openness exists Fellow participants serve therefore as

people with whom ideas can shared, and with whom conceptual

verification and emotional Upport can be given and.receivede,

D. Special 'Role of Residenti,Director(s) 00

A resident director is defined as a respurceper'sin with faculty

qualifications,and experience,- but whom remains at the.cpnference /

Site throughOut most, and' preferably all, of the4onference period. //

The resident director is present at"ill conference sessions. He /

or she acts as'faculty for selected training topics, and as a
facilitator and observer, while other facurtg conduct conference

sessions. director is'available to participants before, duel' g,

and'after daily sessions.' .There may be more than one' such perso

filling this role and who must work in a mutual-reinforcing

relationship.

Resident directors performa varietrof,crucial roles in addi ion

to serving as a faculty'meMber,with specific session or topi as

responsibilities. For example, the resident.director(s) ca and

should;

1 Greet,'orient, and inform incoming faculty on whatha been

covered in prior sessions and clarify, if 'necessary, what will

follow in upcoming sessions. Questions about parti9 pant -

needs and reactions can be di§cussed with incoming faculty.

This allows unnecessary redundancies to be prevent d, allows
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responsiveness to participant-needs, helps assure adequate
'coverage of materials, and encourages taking advantage of
opportunities that become apparent as the conference progresses.
In short, the resident director can keep a running control
and improvement on conference design and implementation. This
brings flexibility and adaptation opportunities to the
conference.

-.This type 'of interaction with faculty has a highly significant
impact on program quality and success. Experience tells us
that pre - ,conference design -and integration of faculty is
always an imperfect'process. Hence, faculty may ,not be fully
informed as to what and how other faculty will proceed with
their responsibilities. Reactio'ns and needs of participants
are never fully known prior to a conference. Changes in
faculty at the last minute due to.emergencies Cannot be pte-
dicted. Hence, for these and other reasons, the resident

idirector role s essential. It is important here to 'reiterate
the fact that the resident director should have, faculty
qualifications and experience, for there is the need to be
experienced and skilled in the topical areas, as well as in

4. conference and implementation. Needless to say,
experience in resident director roles would be highly, desirable.

2. The resident director role involves continued interaction with
participants. The director should clarify and interpret, or
otherwise ,put in perspective the contributions of other faculty
members; usually at the request of participants. In addition,
special sessions with all or some of. the participants should
be held as the need arises, without putting too Mucburdeh on
participants., The resident director should also be prepared and
able to ITelp participants with back-home problems and in questions
surrounding the transferand application of learning to the
positions held by participanets in their home organization. Help'
may be also given in the participant's transition ftom the
conference to the job setting, Thus, interpersonal and consul-
tative skills Ore an essential element of the director'S
qualifications.

3. The resident director's role als o includes acting as a liaison
between the participants or the faculty and the;personhel
associated with (a) sponsoring institutions, and (b) the
instructional facility. A myriad of questionsrand needs of
participants regarding conference requirements, daily living
needs, travel, and the like, arise dur,ing the course of the
conference. In a liaison role with regard to these matters, it
should not be the resident direc.or's resOnsibility to take .

direct action. Rather
i
the director should inform designated

members of the sponsoring institution oi.problems. It is best if
personnel from the sponsoring agency 414e also available on a,
;full time basis to respond to these Hypes of participant needs.
This frees the resident director totoncentrate his actions to
those relevant to a substantive or training role, leaving
logistical and personal matters -to staff members from the spon-
sOring agency.

0



Possible Requirements for Participant Pre- and Post-Conference Work

In designing and conductinv this, conference, it is not necessary to °

restrict the involvement of,participants to the specified time period

of the conference itself, or the logistics of application, selection,

and travel. The following should be considered:

1. It is possible to mail out readings, reprints and/or bibliOgra7
.

phies at the time each participant is selected (or if desired,
upon payment of tuition). This alltws participants who desire

to read and otherwise explore theJcontent in .advance of the

program to do so. However, it should be made abundantly clear
to participants whether (or which) asngnments should be -read or

prepared prior to the conference, or prior to a par cular

session. Program directors or faculty may require th's (tee

next paragraph). More typiGally,_however, advance bliographies

or reprints are clearly described as optional.readings.' Often,

readings can be done before or after a particular session, or
after the conference'itself, predominantly at the desire of

particular faculty members.

( -A,-
3. Particular information on the problems, need and /or character-

istics of participants or their organizations may be desirable.
This should be defined well in advance, in the very early stages

foconference design. With"sufficiently early preparation, ,

conference directors can decidewhether the desired information

can or should be included on the application form, or whether

additional queries need to be made. For example, questions on

the size of the unit, the size of the budget, responsibility,

.responsibilities of the applicants may be useful for selecting
applicants and for the content of instruction. These may be

made a part of the-application form. Such things as budget

111
particulars, attitude questionnaires, and the,like,t t are

solely utilized as part of theinstruction51 effort wi 'require

timing and attention` separate from the application process.

. ,. .

It is,essential, once again, that participants, are fully and

clearly informed 'if advance materials lorrmaterials handed out .

during the course of the program) are not require Lls-be read at

a.13articular time. This clarification is important because a

significant number of participants may be reluctant to participate

. /n discussions simply because they have not had an opportunity

for reading prior toa particular session. An-announcement to

this effect at the outset of the cOnferenCe will help to overcome

inhtg.tions in participant's to.become fully involved.

Particular faculty may wish to make assignments in the form of
readings or completion of questionnai*Wprior to a parfidular

'session or the conference.itself.LInstructionsfor such
assignments are a simple'matter to prepare and forward to

accepted particiONas. IT questionnaires are utili@d, and the

responses are needed prior to the'onset of the conference, art Te

time should be allowed, and postage paid 'return envelopes should

be provided. This will the return of information

desired. 4
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. It is not,recomMbnded that potential or actual participants
' -(or members of their organilatiOns) be involved in pre-

conference'discdtsions or assessment of program design. This
is based upon severalAonsiderations. One is that the slibstan- ,

-five adMinistrative coatent is sufficientl,' universal that
specific hpplication,to library and information service
organizations poSes no particular problem :' .Seebndly, the

subject'content recommended in later seeti3Os df..this report
haVe been very thoroughly tested with partttiAnts-from the
United States, Canada, Central and South America*,' Africa, and .

Southeastia. Past participants', Aave COnsistently..rated
these topics as relevant and,useful. Thi ly, participants

Cshould besselected Who not only-navesuff ient managerial,'
responsibility to justify acceptpce, but Whoelgohave not
had any significant amount of4trainingor.education in admin-
istration topics. , The combination of manageHefresponsibility ..-'

and absence of formal training in'adMinistration and management
as indicated on application data .L deemed sufficient to
eliminate the need, for pre-conferencissessment of knowledge

-ar needs. ,
,

.

,,

. . ..,

5. It'is recommended `strongly that a lypic.al andthorough '

ev4lbatibn of the conference be made by participants. This-
may be advantageously done Midway through theconferense as
well as at the conclusion of the twd-week experience. Conferente
planners may wish to develop an original egalda,tion,question-
naire or to usethe types of instruments already in existence, ab

..
, ,

F. Specific Resodrces and Methods for Training

Justification was made earlier 'having variation.in methods,
media, and materials in the con pct,of:this.couiSe,-This notion
cannot be overemphasized, and.hopefUlly;Will,be reinforced by a
brief exposition of the varfe0-of training options availabJe-for
use by skilled faculty. As many'of theseaptjons for vadatrions'on ',
them) as is, possible sho4d be,gtilized in designing a. successful'
conference: -' \ . .

.
..

o f .., ' q, ''',-
.

Before prweedihg,furttier, an important crarifieAion is in order. ."° .

The 'delineation of training methods Alichlellows shou.d not be
construed as an attempt to train potenfial:facultylin thseir use..
No written repot Can accomplish that.1010 soccessfUl use of any. - °
method, medium or material requires ex0Fience which usually
involves a learning or training.sequemce of its to. As will be.
indisatedtend,dxpJained%gubs.equently.in this document, program
faculty should be selected Wh'have already demonstrated success
in training Otuations... If this is so, they will have-becoMe

%refined and Aillet at training and so, have used -many of the,
methpdolbgical options,before their invitation to participate in
this particular course: .

j 9 .TF1

-Lancaster, F. Wilfred. UNISIST Guidelines-tor the Evacuation of
Veining Courses, Workshops and Seminars in Scientific and Technical
,Information and Documentation,XNESCO, Paris,ranc,e, August .1976.
/SC/75/WS/44. ,w
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-,F-tis.-hoped-that-by,briefly-desor-ibing.training options,: program

directors and coordinators will have an explicit basis to review

and evaluate program design, to discuss and plan the course with

potentialfacultyand to otherwise ensure that variation does in

fact take place. r

I0

Training- methods vary along a number of dimensions, yet an attempt

will not be made to systematically.classify methods. Suffice it to

say that methods vary most importantly in the demande and level of

involvement they require of participants.' Some allow participants

to remain quite passive, while most others elicit a wide range of' ..

intellectual, emotional, and interpersonal activity. Our Rreferehce
and'Urging,is toward the latter, for it more closely parallels
learning in real-life situations, and it has more potential for the

development of skills and attitudes relevant and useful for the

administrative role.,

Participant involvement in the methods described does not in any way

alleviate the responsibility of the faculty. In addition to the.

faculty's responsibility to introduce and control participant

activities it experiential exercise, the faculty must play other,

critical roles in all action-oriented methods. One of the most

important is to conduct post-involvement discussions. These usually

involve interpretations and analyses of the experiences participants
had during their involvement in a training exercise. These

interpretations and analyses require skill in focusing such discus-
sions,in relating theory to practice, and in connecting or linking '

the experiences to the requirements of the administrative role in

general, or to the participant's'organizatiOn in particular.

The training alternatives which follow are not' meant to be extiaustiye..
They are tepresentativg, however, of a wide range of techniques.

. . 1. Reading and Other Content Materials

(a) Notebook: It is highly common if'not routine to have a set

of materials orgOlized into 'some fOrm of a notebook for

participants. 'Usually this notebook is organized by topical

area, sequenced in a manner consistent with the prograT

schedule. Each topical segment. will contain (1) a title,

(2) apical 'outline, (3) a reference list:Br bibliography'

for urther' study which may be annotated, and (4) a set of
repri ted materials considered to be highly relant to the

topic ee Section The notebooks may also contain for;

all, or ome of the topics, special written materials, such

-as cases or problems, or detailed outlines included at the

request Uparticular,faculty: Thereprinted,material may

be copies journals or books, or purchased from publishers.

It is, a prime re onsibility of the progrtm directot'S'and

coordinators from nsoring' agencies; to collect these

materials from facu y and,reproduce,and assemble these

materials fori.distrib ion to Participants. As/stated ,

earlier, lame seal d matenials may be mailed to accepted'

applicants:in adv. ce of.the-prOgram. Participants usually

keep this notebook with them throughout the course of the

t, seminar, as it is to be refetred to by faculty during the

sessions,. Also overnight reading assignments may be made

from it.,
.



(b) Additional Instructional'41aterials: These nay be reprinted
or speciallyprepared materials which faculty request be
'withheld from participants until they are ready for use
during-a session. These should be reproduced, brought to
the conference site where they will be immediately-available

--, for use by faculty at their request.

(c) Books,_Pamplilets, Etc.: Any relevant instructional piece may -

also'be given to participants or loaned to them for a
. specified period. Texts, programmed texts, books_of readings,

,reference works, and the like can be handed out at the s

conference itself. Some may be mailed in advance if necessary.

(d) Bookshelf: Though not at all a necessary requirement, it
might be the choice of program desi gne`rs or coordinators to
assemble a small, but well selected (I.e., representative) set
of books whin can be displayed and utilized or otherwise
referred to by participants. Usually; 'if well selected and

s; available, only a few texts in each typical area pluS.several
classic works should be included. On the whole, it might be
better to not have a bookshelf unleSs a representatiVe'one can
be assembled, so as to avoid a misleading impression 'to
participants. 'A

,

2. -Lectures

Lectures are a necessary and common ingredient in most educational
settings. They are considered useful for imparting knowledge, yet
it has bden argued that they are inefficient even in this regard ,

compared to readings and other independently performed assignments.
Perhaps lectures are better utilized to integrate, interpret, and
td otheewise.bring a deeper understanding of the topical matter.
As such, it is very important to engage the participants in
discussion. and questioning throughout the lecture.

Involvement of participknts in this way also helps to keep the
attention of participants, thus overcoming one of the major
limitations of lecture.,. Attention can also be enhanced through
presentation of materials using various media (see below on
Audiovisual echniques). Also, lectures should.be kept to shOrt
periods of 30 60 minutes. They can be made more efficierit by
providing'outlines or other materials to minimize notetdking, an
excess of which can detract significantly from learningv.5.(-

Research on training effectiveness suggests lectures by utilized
on a limited basis with very specific and pointed purpose, and
thdt the techniques suggested aboye must be incorporated to
maintain the Attention andredute distraction of participants.

0,,T4-Programolleit,WroCt(idn.

fhis, hnique requires participants to work independently using
frre=p4'pared written material, or material drawn from individual
communication with a computer. The forther is much-more-common.
The material is highly stKuctured and developed. It is designed
to,lead the student step-by-step, syftematic sequpnce
through,a series of information or knowledge points, usually
followed -by questioris. The "route" the-student takes through
the material varies as a furittion of their responses to questions,
It has the advantage of beinkefficient in. imparting knowledge,
and it allows for individualized self-pacing.

2.4
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Pn00aMMed instruction materials are not apt to be sbedially,
2,...,preparedjor Seminars such as the one in question, but -ere more,

likely to be adopted frOm existing-materials. Ifhis is-done, -'

-it is crucial that the material be highly relevant to the
topic- and those who assign it' must be fully familiar with it.

It mu4 have a:specific learning purpose.

It is unlikely that prOgrammed instruction material will be
included in this seminar Wadministration. Except for some

.technical topics such as accounting, finance,.and perhaps
decision making, little administrative:topical material has
been cast into the kirogrammed instruction format. But if such
material becomeS-averelable;fSculty might consider its use, but
only after careful evaluation of itand'examination of its
specific utility to this course. .

4. Cases and Incidents
, .

CaseS are, written records most typically of live Organizational
situations which occurred in the past. They are a sampleof
real life. conditions. They may be quite long., or only a single

page. Shorter cases are sometimes referred to as incidents.
Cases may alsta ireiade source-documents, quantitative data, or
other information__useftrl-:for presenting the situation. Parti-

gipants wOrk-41-One or in groups, study the case, and prepare
solutions in thefbrm of recommendations or decisions to attack'
the problem(s) in the Case: Participants are typical3y'as4(ed

to_ present their results, hence an element of, preseatation,skills.
and competition is :introduced as side benefits. -
Cises and 'incidents are designed to develop diagnostic, analytical
problem-solvingand decision making skills. Decisions and
recommendations are made, but not implemented as in other
techniques described beloW. The case may call fpr deductive or,-
inductive reasoning,pr both. The presentation of solutions

allows discussion among participants. Cases usually point out

inadequacies in generation of alternative solutions; in
. completeness or responsiYeness to case facts, and the like.

Rases and incidents are very useful and 'Common in administrative
training, and many cases exist that are relevant for a wide
vviety-Of administrative topics.

, =

6' Simulation '

Simulatioo1s for the purposes of this manualaredefined in the
brciadest seri*. They can take many diverse forms, only a few °fp
which will be di because they area morig the more Widely

used in administMtor development. A simuldlion is defined as

an operatitg representation of reality. The operating reality is

actually created. through the'active involvement of participants
who.are asked to fulfill or take representative organizational
roles. They are required to eng"age in-behavior-5 that directly
parallel organizational behavior's. They may work alone, in small
teams, or in larger 'hierarchically configured organizations.

2,

Interactions within and betweerrgroups is possible. A 'common

example of a simulation is that of a moot -court used in the
training of attorneys. Another is the reprOdueed ground cockpit /

for the training of pilots,. 7
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Unl4e cases, simulations are dynamic as opposed to static. .

vents and demands occur, and .change ,over time. A "history'.
is created in class by virtu of what participants do in ,

reaction to the - problem and to each other during the time '
period of the simulation. Simulations usually begin with well
designed and structured.material introduced at the,onset of,
and in some cases duririg the simulation. '

4 ,

Many simulations exist for the training oi administrators.',
As with Other techniques, faculty must carefully select-them,
and have some considerable experience in their use. They .

should not be experimented with, but rather included because
experienced faculty Vve specific knowledge of the types of
learning each simulation is designed to effect.'

4 .

- The common sequence in simulations is to instruct participants:,
in the nature of.the problem, the kinds ofroles they will assume,'
and the rules of involvement. The simulation then takes place,
gen'eating a "live case" consisting of events ha't take place
durimthe simulation. ,Once the simulatioh erids, reports,
discussion, and summarie; of-events and learning,takes place
under the guidarite of fAtilty.

Several examples of. simulations follow:

'.(a) fn-Baska or In -Tray" Exercises. In thi'sexerci.sei parti-
cipants work individually. They are require to sit, at a
-desk in an "office" situationsond react to a series Of items
found in the "in-basket" on the desk. These sterns consist .

of Memoranda, letters, phone-messages, reports, invitations;
announcements, and the like. They may be drawn directly,
from the.files of en, actual 3.0, or created for the exercise.
They must be realistic, using different types of paper and
letterlijeads for example. Even "live" phone calls -fan, be
used.

1'

- Participants do not record what they" would do, but actually
do it. They prepare responses as if they were'the job
Incumbent. They may respond to or ignore materials, and
may be asked to sequence them jh priority order. The
exercise begins with an orientation to the job, the situation,
and the organization in which the events take place. Upon
completionof the exerci;e, participants are asked to.give
their "reason for action" oea, separate form so that their
attions to in7basket items may be clearly interpreted.

This technique allows analysis of individual styles of
behavior, analysis of the adequacy and the implications of
actions taken, and comparison and discussion of actions
taken by other participants' on -each in-basket item. The
technique attempts to,,examine and develop decision making
skill's, and in some senses, each in- basket item can be
interpreted as an "incident". Hence, the description and
use of cases and ividents described above also app,Iies here.

In-basket exercise's are commonly used in managerial training;
and even selection. They are not'difficult to construct,'
and are interesting and absorbing to participants, generating
excellent involvement and discussion.

26
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(b) 'Role PTaying. Role Playing requires participants to
interact with each other through the assumption and acting
outof'brief but prescribed roles. Usually, role

assignments are preceded by a case-like statement which
introduces the relevant bacWound information on a problem.
This creates the setting within whiCh the role enactment
and interactions take place. The problem and roles are
constructed to accurately rerresent a real and important
organizational situation. Participants are instructed to
behave in their roles in realistic, non-theatrical ways to
,help ensure the reality dimension. As with most techniques,
the faculty must conclude the role play, usually when a
decision is made or a solution arrived at. Then a

discussion and interpretation of events takes place.

.Rolf play also requires the use of observer roles, typically
with printed 'suggestions as to what to focus on during

observation. This helps to enrich intgrpetVation, and
alleviates role-players from having:to be both participant

and observer.

Faculty may use single role play where onegroup Performs',
and other participants act as observers. With multiple
role-play, several'groups each with obs&vers perform, and
results are tabulated and compared during the interpretation

period. 1

Through role-play, participants can fully experience the
actual doing and deciding required of administrative roles:
Thgy can assess a wide variety of interactive effects. They

have the opportunity to experiment with new behaviorS, and
to engage in and assess the effects of spontaneous behaviors
if what is essentially a "low-risk" situation as- compared to

real life. The observer role helps to develop diagnostic

and analytical skills as well.

Role-plays can be sequenced. Also, they may be addressed to

amide variety of adminiStrative topics (allocation of
resources, changes in work procedures, performance appraisal

interviewing; to name but a few)." They can be,used to,.train
'skills in almost any area. Thde are Many variations on
role-play which most experienced trainers can adopt'(role
reversal, role substitutions;etc). A variety of role-play

14terature, cases and problems is available for administra-

tive training situations. It is a widely used and very
powerful, techniqUe to which most participants react very

. favorably.

(c) Games; Games contain a nuber of elements of in-basket and 0

'role-play techniques. For example, games put partitIpants
in individUal and team roles, they area form of recreation
and representation of a real life organilational problem
or situation; actual decisions are made by participants,

and rerformance is assessed and compared. However, exercises

typically referred to as, games, consist of someadditional
elements.,_ Frequently, a whole organization or significant
component of an organization is simulated. It is a model

of a reasonably whole component of reality, typically an
organizational setting in the case of administration- '..

releVaht games. Furthermore, the organization as created ''.

evolves over time, and decistons and other actionstake ,
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place as part of asequence of requirements. Often,
-decisions.are required at a specified point in time, and
are followed by feedback,on what resulted or what the .

,impact of the decision was. Decisions often focus on the
allocation of'Tesources, and require participants to plan;
arrive at, and implement strategies. 'Where computer games
are used, decisions of each,person_or team are entered into
the computer, analyzed, and results fed,back in preparation,
for another round of decisions. Such games can be quite
complex, are_capable of scoring performance and comparing
performance between decision makers or against norms
derived 4rom past players -of the game%

3Games are used for inventory problems, marketing strategies,
-planning prbblems, work scheduling, and the like. They
require much development, yet many available games, if
judged carefully to be relevant by the faculty, may be
adopted-lifor use.

Games foster live real-time decisions, responses,to feedback
impact"in terms of changes in the decision enviropMent),

competition and conflict strategies, interpersonal and team'
skills, andtest the imagination of participants.

6. Other Structure] Problems and Exercises. In addition to the more
formal and perhaps lengthier simulations, described above,
.experienced trainers are aware of-and almost always utilize a
wide variety of problems and exercises. There are so many of
these that they. defy description. Most texts contain them. Entire
manuals for trainers are available which present and explain these
exercises. They cover a wide range of content, and involve
participants in exercises which test their skills, subject their
values to application and scrutiny, and help ir the accumulation
of relevant *nowledge. Their use is widespread and highly
recommended.

/1

These exercises should be included and strategically located
throughout the training sequence. ,'As with other approaches, they

-may.be performed individually or ii)-teams, and participant-efforts
are discussed and interpreted following the_exercise.

7. 'Unstructured G-roup Experiences. Sometimes referred to as T-group
training or SensitiVity Training, unstructured group experiences
are designed to improve the interpersonal effectiveness of
partictipants. It attempts. to enhance their skills as showing
sensitivity to others, gaining awareness of others' needs,and

` assessing and improving their reaction 0 others as-well '

their impact on others. . It is considered unstructured because
the trainer, assuming a highly passive role, presents few
instructions, goals, or qules of interaction The participants
proceed in a "void" and the behavior they engage in fills that
void and itself becomes the subject of study. People work on
interpersonal behaviors and problemS they themselves initiate.
They are encouraged to experiment with new- ehaviomthat might
improve their interactions with others-,end to make such
interaction more "fulfilling" and uNuthenticu. People are.
expected to learn from the conseuqneces of 'their own,and
others! actions.
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'This training metHod cm,be powerful, stressfUland q te

dramatic. As a result, it is considered as a highly con ro-
versial technique,"and there is some argument that other group

'dynamics techniques which are more structured," yet less

stressful, should be utilized. Furthermore, it As very

important to understand that trainers should have specialized
training in this-technique before attempting it. Institutes

exist for, such training such as the National Training

Laboratories in the United States. Trainers who are 'skilled

at other- techniquesLcannot_consider-themserves- automatioallY_

capable of handling unstructured groups. The risks involved,

'howeVer debatable, are sufficient to require add tional and

`specialized training in the use of this technique.

Program directors and coordinators should seriously evaluate

art justify the peed for this technique before building it

into the program. They should also carefully assess the quali-

.,fications, training, and experience of faculty who propose to

utilize it

8. Workshops for Transfer to Home(Settin . Workshops may be

conducted.in a' number of ways; small groups or the total groups

may be involved, general or specific assignments or problems

may be the subject of the workshop. What differentiates them

typically is that participants discuss, apply, or assess and

plan the application of learning to home organizations. Or

they may attempt to work through problems, plans,'or programs

relevant for their home organizations, or themselves in

particular., They can exchange ideas and experiences, learn

from others, and otherwise poor their resources. They mayuse.

the workshop to identify and formulate opportunities for them-

selves or their-organizations.

Many relevant problems exist for workshop invplvemerits. For

\example, participants may be asked to identify a back -home

organizational structure problem or strength, sharing their

conclusions about such conditions With others.. They may work

individually, then share and help each other in identifying and

planning to solve their own personal and continuing management

development strategy for implementation after the conference,

An infihite number of such problems have potential for workshops.

Such workshop topics may be generated, by facOty before and

during the conference,. Faculty-may wish to poll participants to

generate' workshop topics. Whatever the method, the workshop

success depends.on the relevance, value,,and importance of what

-is discussed. Hence, it might be indicated to create workshop

groups around several topics, allowing participants to choosp

a group-whose topic is most meaningful to them. Depending on

time available and the breadth of interest in-a topic, subgroup

conclU.siens can beshared in a plenary session.

9: Special Use Assessment Instruments. ThiS is not a technique in

and of itself, but rather refers. to and recognizes -the fact that

within any or all training techniqueS, it is possible to use

various "assessment" devices. Regardless of topic or method,

trainers often ask participants to fill out queStionnaires.that

.encourage evaluation, review, and/or 'structured description'of

relevant.phenomena. For example, a,person using a paper-and-

pencil instrument may describe,their own, or other's perceived

leadership style. 'pr they may assess. heir values or various'

7
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beliefs or Opinions. Instruments May also assess such things as
elements of group behavior and effectiveness, or styles of
coping with administrative problems. Such instruments could
also be used to assess knowledge to identify training needs.
There is no limiCon the content of such instruments. A number
of widely used instruments-exist. Results or scores on such
instruments may be shared, or if indicated, kept private.

Such devices have several benefits. They provide a common base
for:discussing topical dimensidns, thus focusing partiCipants
towardacommondessriptiielname They allow for insights
into one's own behavior, as well as the behavidr of others.
They can form a planning basis for participants who desire to
improve on a given dimension ofi)ehavior. l/f an instrument

has been widely used and results(norms) published, participants
can compare their results with other defi ed populations. Or,
in the absence of such data, they may co are their results with
other participants or with. the total gr p averages.

The main caution in the use of such instruments is that steps
be taken by the faculty to ensure th t results or "scores"
are not misinterpreted. Faculty mu t he sensitive to the
reliability and validity of,such i strumentg7 and be able to
use the results of them construct'vely. Their meaning' should
not be carried to extregies. Rat er, the results should be used
mainly as catalysts or a spring oard into more concrete and
valid self-examination and' ins'ght. These instruments thus
are tools, not ends in themselves.

10. Audiovisual Materials. The use of varied media should include
the incorporation of audiovisual matprials if poS'Sible. These
techniques help to dramat'ze information, sharpen'its presenta-
tion, and may enhance'le rning arid recall because they call
upon pmider use of the senses. In this vein; for example,
films may have greater/imPact than lectures.

Audiovisual material may be used for presentation or for feed-,
back to-participan . In the presentation mode, one may make
'use4of films, fil trips, slides, overhead or opaque projectors,
audiotapes-, slid:. tape combinations, otl television tapes. Ih

the feedback mole, videotape may be'utilized. That is,
Participants m y be videotaped in the performance of an
exercise, the' be given the opportunity to observe themselves
upon replay.

Again, faOlty should skilled and experienced in a particular
mediuM or the technique of employing a medium. Nothing As more
dysfunctional than to distract an audience with inept use of
audiovisual modes.

11. Selected Bibliography on Methods. While the faculty members who
are engaged to serve as resource personnel for the management
workshop would be expected to have had experience with the use
,of the different'educational methods, we thought it might be -

/useful to, incorporate 'here a brief and selected bibliography-oe
materials which proyide further insight and analysis of the
severalmethods briefly touched-upon in the section Just
concluded.
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SECTION IV

QUALIFICATIONS OF DIRECTOR(S) AND FACULTY

Program Director Qualifications

It is clear that in the offering of the typ of workshOp described

here,a crucial element in its success is the contribution made by
the director(s) who serves during the cours of the program as the

resident manager of the wotlishop. In solve instances, it may be

possible to engage as director, an individu 1, who combines competence

in management with understanding and experience in the application
of administrative techniques to information organizations. Some-

times, co-directors may be used to advantage. The authors of the

present report have served together in suCh a'mutually reinforcing

'working relationship. One is drawn from management education

and consulting, with academic preparation in'industrial psychology;

while the other is drawn from librarianship, with a business
management and economics education as well.

The program director must be formally educated and bring experience

to his role., Even though the director i,slnot personally involved

in offering each component of the programehis familiarity with

the range of topics and with the teachingitechniques described

earlier, is essential to effective interrelation of program elements

and to working harmoniously with the faculty members who participate

by offering half-day or one-day programs in their field of expertise.

The director-is also an'individual with.cOntacts and associations

in both the worlds of management and information, sensitive to-

instructional methods and skills in grouOnteractions, and ''

politically and culturally sympathetic to;working with individuals

drawn from wide geographic areas and culturally variable settings.

Moreover, such an individual will have thoroughgoing experience in

the'design of workshop programs and traini g seminars, for such

offerings are more often than not fundamen ally different from

conventional acadethic courses. The orogra director must also

serve in a faculty role and be knowledqeap'e a'd competent iti

several of the substantive areas' covered i the program.

B. Faculty Members

One of-the-most strategicelements in assuri g sUocess is the

selection of faculty members. Because of thk need for variety in -'

approach and method, it-4s advantageous to choose, individuals to

play teaching roles who bring with them ski-1,1s in,a range of

different methods. This will lead to the type of interesting and

necessary diversity in techniques desc ribed

exploitation

earlier. A primary

requirement is faculty members who are expet410 ced and skillful

in offering workshop instruction, who are able\tOinteract and

relate to partictipants through the utilizationA nde

of interactive teaching methods. In addition,3ormal. graduate

university study in manageMent or the behaviordl\sctences which

center upon organizational problems (social psy0ology, sociology,

political science, or like fields are illUstratT,,,e) would be a

necessary qualification 'for any faculty member.Ahe personality
of such a faculty member is suited to and\approprAaie for the

role of training of participants,"?so that theycwilljearn through.

h a high degree of particip nt inv0Vement.
Practice, discussion,' exercises, cases, pro :lem sOlifing de-vices -
in short, throug

\'
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It is always attractive for the faculty group to be made up of
indiVidualS drawn from a different,range of orientations, -

including scholarly work, management,consulting practice,
practical administrative application experience, and academic
roles. But the paramount requirementis for individuals sensitive
to the need to involve participants- actively in .the experience.

To be,assured..-that -tbAs-will. take place, pr gram directors and
progreptanners must seek faculty members llith successful
training or workshop experience, rather than rely upon university
faculty members or public administrators without this type of
practical training experience.

Professional management trainers are a particularly valuable type
of faculty resource when they .are available in a region. -.Faculty
members may als&be choSen for their recognized understanding of
the political, cultural and organizational conditions in the
region. or country, where. the program' is to be offered. By
identifying these characteristics they may enrich a program by
explaining important dimensions.of the administrative role which
would not be possible when,the faculty is comprised solely of
individuals drawn from different regipns and cultures.

In the identification and selection of,potental faculty, it is
not sufficient to depend solely upon vita statements, but reliance
must be placed very-heayily upon practical experience in workshop,
situations. Moreover, it must be made4clear-to potential
faculty that involvement a'nd interaction methods, problems and
exercises, usefully serve asithe prime vehicle for enhancing
paqicipant learning. Those inexperienced or.insensitive to
such methods would then be lesi likely to play a role in the
program.

The question of how many faculty members, in addition to the program
director, constitute an ideal'sized group is.not easily susceptible
of resolution. Where a culture affords the opportunity of.
employing a good number of well prepared'managemeht trainers, a

larger number will obviously be a antageous. Yet, the-coordination
of a laver group calls for more interactions and prior discus4on,
as well as effective'interlinkin of the ingredients by the .

program director. Only when a pr gram is to be repeated several
times so that interrelationships an be improved and smoothed out

',over time, does the utilization of a large cadre of faculty
members prove advantageous. It,is probably more effective to
employ a faculty group of no more than five or so individuals in
addition to the program directors. -To divide subjects too narrowly
,(as for example, half-day assignments) leads to more complicated
problems of maintaining program continuity and /relationships.
Of course, the local or regional situation will profoundly
influence what Tay be the ideal number of faculty participants.
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SECIrION V'

ARRANGEMENTS, FACILITIES APPROGRAWAMBIENC

A crucial component in the offering of the program is the program
planning and arrangements which are managed by the host organiza-

h andto differentiate the
ation and its Npsonnel'frOm

Le director must be centrally

JV

tion. It is necessary to distingui
resPonsibilittes of the host organi

.those of the, workshop director. T

ncerned with substantivCcomponents of the pro raffi,:including

acuity involvement and participant interaction. rt is the

responsibility of the,Jocal host organization to ensure the

.
effective arrangements in advance of the program, and to see to
logiStical.and non-educationalgomponents.4 Many of the significant

;questions regarding these matters-have been treated in ankher

FOr the purposes of the workshop in management, it-is-esse tial
that there be available a site which offers the participan s a
significant change from the usual environment of the, workplace-
and provides them with a personal "Ambience conducive to study,
relection and discussion, removed from the pressures of; the

workaday world. This implies that the participants and faculty
will be housed in a setting remote from urban distraCtiohs, and
ideally, in an environment where there is attractive scenery and

serenity, as well as the opportunity for leisure time recreational

\pursuits. Accommodations for participants should be comfortable,
Well lighted and clean, and food arrangements should be consistent
with normal cultural and dietary preference.in,the regiqp. Many

centers have been established in different parts.of the World,
expressly to satisfy such program requi menu, and management -s

workshops succeed most effectively when hey take place in such

settings. e

Exceedingly important are the quality and the-versatility of the
instructional spaces.' For pprposes of variation in the workshop
methodology, there must be the capacity for arranging furniture

flexibly, for moving into different size grdups, and for 6reaking

the larger group into smaller components to work'On'ProbleMs and ,

exercises. It is recommended that one main conference room 0
combined with the availability of several other, smaller me ng

rooms. With this configuration, the total group can dividOnt
smaller groups who can use the smaller rooms to work.

Moreover,. appropriate equipMent and materials, such as audiovisual,
film and sound equipment, and overhead projectors and screens
should be easily at hand. In addition, comfortable seats and/

writing space, as well as adequate lighting is essential..
Temperature control permitting as comfortable level is very much

desi ed. Assistance from center personnel mhen specific needs

arise t out advance indication is also very important. Flip

charts, ma king penc-ils, ample supplies of writing paper and note-

books f articipants are needed, as is recourse to photocopy,

equipment for use by facility and students when special requirements

need to ,be met.

3Atherton, Pauline. UNISIST.Guidelines for: the Organization of

Training Courses; Workshops and Seminars in-Scientific and Technical

Information and Documentation, UNESCO, Paris, France, April 1975.
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The assignment of an individual bithe host organization to serve
as program coordinator to work with the director of the workshop,
facilitates very much the conduct of the program. Moreover, such
an individual gains valuable experience through involvement in
program arrangements and interactions with the Rrogram director
and with faculty members, thereby building experience and
knowledge which may serve well in the future design, planning
and offering of workshops in,the'region.
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SECTION VI

TREATMENT OF PROGRAM CONTENT

,

It perhaps goes without saying that it is essential for there to

pe general agreement and understanding among all of those concerned

'With the program (workshop director, sponsoring bodies and faiulty

members) about specific content elements And responsibilities, in

order to plan and arrange an effective program. The director

normally will take responsibility for program design and subject

content, but program elements need to be cl arly understObd and

accepted by the sponsoring organizations. Furthermore, faculty

tembers with responsibility for particular components need to
e apprised of the overall thrust of the program.and abdut all of

the elements of program content if they are to understand clearly

where and how their contribution fits. It is for .this reason that

distribution and sharing of information about the detailed Oogram
elements and their interrelationships, requires discussion, review

and acceptance as early as possible in the planning stages. While

the primary initiatives may be expected to be drawn from the
experience and perspectives of the director, the sponsoring bodies

and local and regional faculty members have a role to 'play in

helping to shape the total content and particularly, the particular

sequence of subject presentation.

The proposed topical outline for a workshop of two Weeks duration -.

which follows, is based upon some ten years of workshop experience

with individuals from library and information organizations, in dif-

ferent parts of the world. It is a suggested outline and framework,

rather than a rigid prescription. Variations are obviously possible

based local or regional needs and conditioned bypthe availability

of effective faculty contributors. Moreover; the sequence suggested'

is recommended, but not inviolate, -Since there may well be, need

for variation in the order of presentation and coverage of the

particular topics ,because of faculty scheduling problems.

The content and program elements outlined hereafter, and further

elaborated in the basic and extended bibliographies Which have been

selected as supportive of these'elements is built upon the reasoning

provided earlier in this account - a concentration upon human and

bilAvioral issues. The program is arranged in logical sequence.

The topical subject matter outline is supplemented by a'basic

'bibliography of recommended readings on each subject. These are

followed by extended bibloiographies. The extended bibliographies

offer participants further selections which are designed to lead

the user more deeply into the literature of the subject. As

Indicated earlier, the propensity of faculty members will vary as

to the need for reading to precede or follow a particular session..

But the selections offered complement the subject outline, and

serve as an important supplement to the rest of the workshop

.Materials.

A. Illustrative Workshop Outline

The outline for the worshop.Over a two-week period which, is provided

hereafter, arranges. the topics covered'in a proposed` sequence

which has proved effective' in earlier offerings.
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FIRST WEEK

Morning

.

. qt.,,

Afternoon

,h...., 1. , - .

Monday

.

f
-Role of the Administrator in
. Complex Organizations

Role of the Administrator
in Complex Organizations

vt ....

.

Tuesday Organization Structure: Design
and Dynamics

. ,,

Organization Structure:
Design and Dynamics

- --Y.

Managing for Motivation and
Productivity

,

. .

Wednesday

-----V.--.

Managing for Motivation and
Productivity

Thursday Managerial Leadership Performance Appraisal and
Development of Employees

Friday . Establishing and ImpleMenting.
Objeftives

..

) ..42

EstablAskon and Imple-
menting Objeetives

SECOND WEEK
/-

Morning
0

Afternoon

Monday

.

Group Problem Solving and
Discu ion Leadership a

Group Problem Solving and
, Discyssion Leadership

Tuesday Financial Analysis, Planning
and Control.

.,.

Financial Analysis, Plan-
ning and Control

Wednesday Financial Analysis, Planning
and Control

Financial Analysis, Plan-
ning and Control

Thursday Managerial Decision Making Trends and New Directions
in Information Organiza-
tion -Administration

-Friday Workshop and Open Forum . Workshop and Open Forum
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It will be noted that the topical outlines are ib most cases rather

detailed and extensive. This does not suggest thatit is either

possible or recommended that faculty ocver all aspects of, a

topical outline. Critical decisions 041l have to be made regarding

how much of an outline to covet' in the course, and what emphases

are to be made.

Faculty may desire.to rewrite:or prepare their own.outlines,
drawing from those that follow, for final distribution gto

participants r An this manner, pa-rticipants will not feel as if

Jess than what was intended was covered during a particular

session. Another alternative is to.include a complete outline,
orient participants as to which aspects orit are tO'be,covered,

and recommend how participants might pursue other topio4.on thd

outline.at future times. This latter approach is recommended, for
it gives the participants a more thorough overview of topical
areas and encourages further study and self-development.

r.
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1. THEE ROLE OF THE ADMINISTRATOR IN COMPLEX ORGANIZATIQNS

I. Objectives of the Session ,

F

1. The transition of the technical functionary to a,managerial
role

2. Conceptualizing tasks,a'nd opportunities of the administrator

3. The comparative nature of the administrative process

Al. Exploration of values, (personal and organizational) '

5: The limits of perfect decisions' balance-between idealism

and opportunism
6. Identifying the manageria l role of the information organiza-

- , tiqn administrator

II. Topical Areas Introduced

, 1,. Bureaucracy and its characteristics
2. Leadership style,s
3, Decision- making "strategies

4. Organizational dynarpics;,',

0
5. Formulation of objectives
6. Program planning and developm
7. Control and reappraisal
8. Assessment of results'
9. °Authority slstems

10. Finance and budgeting control;
11. Comm cations
12. Political cOnsiderations
13. Innovation
14. Profession4liSM

'BASIC BIBLIO RAPHY

Wasserman, Paul and Mary Lee Bundy, eds: Reader in libraryildministration.

Washington, D.C.: Microcard Editions Book's, ppyright,1968., fifth
printing 1974. 404-p.

SIP

Introduction, p. xi-xii
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2. ORGANIZATION STRUCTURE: DESIGN-AND DYNAMICS

I. Key Factors in the Process 'of Organizing

A,.. Hierarchical Concerns

1. The concepts of authority and influence

. 2., ScaPar chain principles
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3. The complexities of delegation.
4. Problems in Unity of command
5. Models for the determination of span of control'
6. Managerial progression and the Peter Principle
7. Managerial personality ?id organization design
8. Centralization-Decentra ization issues
9. The organization as a federation

10. Line and staff interactions and dynamics

B.. HorizontalLand Diagonal Concerns

1. Specialization and the division of labor
2. Creation of meaningful jobs
3. Integration of individual's and organization
4. Contributions of role theory: Role sets and-the problems

of role conflict and ambiguity.
5. Departmentation alternatives: Adyantages and disadvantages

of alternative approaches
6. Wok flow and the "form follows function" concept

.7. Responsibility versus authority dilemmas
8. Multiple memberships and the linking-pin concept
9. Mechanisms for coordinative efforts

II. Managerial Issues in'the Organizing Process

1. Formal versus informal organization: A necessary distinction?
2. Hierarchy and shape: Flat versus tall organization structures
3. Intergroup relations:- Theiproblem of coordination and

the management of conflict'
4. The issue of permanence versus temporariness of structural

components
5. The managerial attitudes toward organizational complexity

and diversity
6. The flexibility of organization structure: Issues in

bureaucracy

III. Modern Views on Organization Design

1. Assessment of the organizational environment: Human,
institutional, and technological

2. Orga0nizational boundaries and the boAdary spanning roles%
3. New venture management: The organization and the^

entrepreneurial.function
4. Structural adaptation
5. Diversity and appropriate flexibility levels
6. The differentiation-integration requirements
7. Special 'roles and structures in coping with uncertainty

and change`,
8.0 Program and project management
.9. Management of the task force
10. Committee management
lf.. Personnel accountability under the multiple role system
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MANAGING FOR MOTIVATION AND PRODUCTIVITY

I. Motivationally Based Outcomes

. 1. The nature of outcomes to'achieve

2. Productivity indices
\:

3. The nature of satisfaction at work

,4. Withdrawal symptoms: Tardiness, absenteeism, to ove,\
grievances and grumbles

5. Learning andegrowth
.6. -CoMmitment and sensiti "vity to the organization

7. Relationships among criteria of effectiveness

,

1

1

II. Approaches to Motivation: Theories and Practical IMplic

1. Needs, drives, qoals, dissonance: Activated behavior

2. Needs theory as applied to work
3.- Goal Theory:. Aspiration level and the value of feedbac

4. Operant theories: Determinants pf.behavior and behavior

modification
5.; Equity and dissonance, theories

\ 6. Two factortheory: Characteristici and basic issues

7. Expectancy theory: Basic model

8. Expectancy. theory: Extended model

9. Managerial interventions in the expectancy model

10. The diagnostic p4ture: Search for and'identificatiop of

causal factors

III. Opportunities and Limitatios,in Managerial Strategies 04

An essential: Acceptance of the poweer of self-etteem .

2. Diagnostic postures and the cpncept of individual differences

3. Differentiation between, the Ontext and the content of worl

4. The pervasive power'of the work group: Norms, sanctions, and

rewards

5. Key elements in task design

6. The role of supervision and leadership styles ,

7. Managerial decision-making for use in participativeleadership

8. Task design: Monotony, fatigue, and activation theory

9. Task design: Opportunities for-job enlargement and enrichment

10. What many workers expect from.theaorganiZation

(a) role Clarity
(b) consensus on expectations

(c) opportunity to perform

(d) support :

(2) feedback
(IF) rewards

\

,

IV. Some Special Problems

1.. Managing disciplinary problems
2. Dealing with the.problem worker

- 3. Managing the high performer

4. Dealing with change'

(a) : diagnosis

(b) participation

(c) exploratory posture
(d) implementation and evaluation

(e) revision

. 4i
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,4:1. Power, Authority, and InflUence

1. The organization setting: g Hierarchy and status considel-ations

"?. Tradttibhal-legitimite authority
/3 Referent power
/ 4. :Coercive power
; 5. Persuasion

6; Expert power
7. Ahintegrating-concept' Probability of changing,behaviors of

consequence
8. Limitations of overreliance on power and authority

9. Acceptance theory.of power and authOrity

-

II. Key Assumptions About People

1. Authoritarianism versus authoritative
2. Theory )E. versus theory Y

3. Human relations versus human resources

4. Eupsychtan assumptioris

5. Close versus general supervision
.

6. The fallacy of the expectation for organ qWonal loyalty

7. Trust and the nature of responsibility asSumOtion

8. Role stress and the use of primitive models\,

III. Leadership Dimeniions and Styles

1. The autocratic-democratic issue
2. Choosing a leader strategy

3. Two - dimensional theories

(a) Task versus people-

,(b) Initiating structure versus consideration

:(c) Manaperial grid styles

4. Tell, sell, or problem solve

5. Four-factor theory

(a), Support

' (b) Interaction facilitation
(c) `` Goal emphasis

(d) Work facilitation

6. Decisions about participation

7. Participatory skills

8. The potentials for leadership training

IV. Sitgational Theory

1. It all depends on the situation

(a) Position power

(b) Task structure
(c) Leader member relations-

,

r

2. 'Leader personality: The Least Preferred Co-Work& score

3. LPC and .performance of the group: Interaction with situation

favorableness

.51
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4. Path -goal theory
5. Traits or skills: Selection, placement, and training

. alternatives

47

6. The diagnostic posture.
7. The "form follows funption" principle and implications for

work group processes- and effectiveneSs
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5. PERFORMANCE APPRAISAL AND DEVELOPMENT OF EMPLOYEES

I. Purposes and Key Issues in the Appraisal and' ievelOpment Process

A. Purposes

1. Administration of-rewards
2. FacilitAting appropriate behavior
3. Assessing development and training needs
4. MainraliiIn9 organizational viability ,

(a) hople across positions (placement; transfer, promotion,
special assignments)

(b) Tasks across people (responsibilities, work flows,
processes and procedures)

(

5. Regular managing and monitoring of job performSnce
.

B. Some Key Issues

1. IptegrWng 'appraisal and development into related'
organization system's

2% The need'fpr multiple subsystems
3. The critical importance of timing
4. Differdhtiating evaluative and consultative role requirements

II. Charac'teristics of Effec.iive Systems

A. Validity and Reliability

1.

\,
C7

Measures based on job analys
2. Evaluation compatibility with e management system .
3.- .I4entification of evaluator prob s

(a) Hai()

(b) Leniency, severity, and central tendency
(c)' Irresponsibility 1:
(d) Assumption of inappropriate' 'roles
(e)" Lack of training

4: The concept of reliability

(a) Rubberyardsticks
t(b) jnterrater agreement //

B.. Important Cqmponerff

16

1. Equity
2.- Reducing the surprise eleMent, .

3. Proyisions for feedback' .

4. The critical necessity for discriminating between employees
. 5. System flexibility and susceptibility to change .

6. \Opportunities for appeal
7. Different'objectives'require different processes
8. Timing: The "when" ,of appraisal and development
9. Role of staff support units

LO. The key to vi appropriat system: The management process
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PERFORMANCE APPRAISAL AND DEVELOPMENT OF EMPLOYEES
o

e Basic Decisions About System Design

**,

A. Participationat all Stages: Establishment, RevieW, and

improvement t

B. Choosing the Basic Codes ,the System

l' development

2. Compatibility with the management process

3. Common vs. unique data

4. Deciding who evaluates

5: Timing of various processes

C. Training Needs Analyis

D. PolicyAnd Coordinating Committees'

E. Implementation

F. Review

G. ,Updating the System

IV. The Appraisal and Development Discussions

A. Preparation

1. Gethtring aod'reviewing relevant inforMatiOR

2. 'Evaluation of information
3. Specific examples of incidents

'4. Predicting subordinate's feelings and beliefs
5.' Deciding what to accomplish

6. kheduling the meeting: Advanced notice, mutual uninterrupWl

itMe
. .

,

B. Conductinj the Discussion

1. Critical opening statements

2. Friendly vs. threatening atmospheres

3. Getting the subordinate to talk .

4. A critical distinction: Tell, sell, or problem solve?

5. Does saodNickIng work?
.6. Listening skills , (

. 7. '41elping skills

8. Subordinate acceptance and the probability for change
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6. ESTABLISHING AND IMPLEMENTING-OBJECTIVES

I. Personal and Organizational

A. The Nature of Human Values

B. Contrasting and Explaining Human Value Profiles (theoretical,

economic, aesthetic, social,:pulitical, religious)

'C. The Effect of Values on Organizational Strategy.
.

,- D. Mechanisms for.UnderStanding and EffectingCongruence between

Individual and Organizational Aspiatioris

1. Self analysis
2. Appraisal of others
3. Organizational purpose and survival

II. Organizational Objective Formulation

A. The Objective Formulation Process

B. Components of Organizational Strategy

1. tirket standing
2. InhoVation

'3. Physical and financial resources

4. Concept of profitability in information organizatioh

5. Other determinants

C. The Time Period of Objective Setting and Review

-D. Balancing Objectives and Establishing and.Organizational Agenda:*

III. The Process of Managing by ObjeCtives

. :
A. Starting at the Top

1

1. Strategic planning sessions

2. Key responsibilitfareas
3. Individuall-divisional preparatory work

4. Schedul,ingeDarate,meetings
5. Institutional4zing facilitation roles
6. ,The need for training at the outset

B. Balancing the Approach

1. Organizational attainment

2. Individual achievement
3. Developmental values

4. Evaluative needs

0$'
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ESTABLISHING AND IMPLEMENTING OBJECTIVES

III. The Process of Managing by Objectives-(Cond.)

.C. Characteristic& of Objectives

1. An input-output model
2. Objectives as end - results

3. The concept of measurability
4. The nature of constraints
5. Standards of performance
6. The commitment process
7; Attainability and challenge
8. Role conflict and ambiguity
9. Types' of objectives: Creative/problem solving, routine/

maintenance, personal/developmental

-

D. Work Review and Appraisal
O

1.- Individual feedback and 'reviews
2. Unit review meetings
3. Conflict and control
4. Budgeting and control
5. The need for documentation
6. What to look for in measurement

(a) Quality vs. quantity
(b) Number of objectives
(c) Difficulty, challenge, adaptability
(d) Efficiency criteria .'

(e) Coordinative-cooperative actions

E. What Every Good Manager Wants Clear

1. What's expected
2. Conensus: 'Agreement to proceed
3. Freedom and resources to achieve
4. Feedback on progress
5. Reward for accomplishment

b9

Supplement to Outline

F. In addition, two films issuedly BNA CommuniCations, 941 de
Coverly Hall Road, Rockville, Maryland, are shown to advantage
before the session. Each has a running time of approximately
20 minutes:

1. Management by Objectives - narrator, John Humble
2. Defining the Manager's Job narrator, John Humble

'4
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. GROUP P OBLEM SOLVINGAPID DISOSS.10(1 LEADERSHIP-Th
Why Improve Your Skil 1,s?

4

. 1. 1he nature of groups: Ever-present and all .pervasive

Natural forces inhibit effective decisions

3. 6toups get more 'effective results the second time around

4. Trained groups 'make more effecthiedecisions than untrained'

groups
5. The behavior of the grou'llilleader is unique,and critical to

group success

B. A Simplified Problem-Solving Model

1. Stating the problem
2. Al ternative solutions

Er
3. Hypothesized outcomes
4. Criteria- for evaluati*ng alternatives .

5.' SOlution choice f .

6. What constitutes effectiveneA?

II. Where Problem-Solving Usually Fails

1. Problem definition
2. Premature, insufficient alternatives
3. Conservative, unfeasible solutions
4. Assumed outcomes
5. Combinations not,estimated
6.. Poor criteria
7. Implicit criteria

8. Failure to deal with disagreement
9. Hasty solution development

10. Evaluative constraints .

11. Failure to use creativity techniques
12. And many more!

III. Effective - Decisions and Solutions

1. Components of effectiveness: Quality and acceptance

2. False assumptions about trade-offs
3. Deciding when to use a group

4. 'Achieving quality
'5. Achieving acceptance o

IV.' 'Risks in Using Group Problem-Solving,

1. When you don't believe in it

2. When you!reuneasy about your skills
3. When you can't assess the time demands

4. When ..),(4 ,have 'a solution in mind

5. When the group rejects involvement in.the decisiqn

6. When the group 1 aCks the motivation and skills

7. When. the group wants more

8. When the group rejects, an effective 1:)1

V. Guidelines for Leadership .in Group Problem-Solving

- 6 9
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FINANCIAL ANALYSIS, PLANNING AND CONTROL

. ;The'Oinanefal Nnctio60

A. The Financial Manager

1. Value of financial think4m

2. Finances and effective and efficient utiliiation of resources

3. The financial organization
)

B Financial Management in Perspective

C. Financial Statements - Presentation

II. Financial Techniques

A. financial Analysis

1. Liquidity
2. Proffitality

3. Sources and uses of funds

B. Financial Plapining

1. Cash budgets

2. Proforma statements
3. Capital budgeting

C. Sensitivity Analysis

1. Operating leverage
2. . Financial leverage

D. Interest Computations

1. Rate'qf return and valuation

2. Copotilnding and its applications

3. PreseAt value
4-

4 E. Evaluation of Capital Expenditures

1. Cash flow
2. 'Pay back and average return

3. Internal.rate of return .

4. Net present value

F. Cost of Capital"'
(

T. Opportunity cuts .

2. Debt and equity

3. The optimum capital structure

G. Short, Intermediate and Long,Term Credit

%.t1
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FINANCIAL ANALYSIS, PLANNING AND CONTROL

t

Management- Accounting Techniques

A. Cost, Accounting

t,

4

1, Uses and management ,

2 Recording and control

//Cost Accounting Methods

1: Historical
2. Predetermined costs
3. Standard costs

C. Cost Control

1. Cost centers
P. Responsibility reporting

D. Marginal Accouhfing,

E. Direct Costing

IV. Planning, Programming and Budgeting

A. Planning and Decision-Making

B. Types of Planning

1. Strategic planning
2. Tactic planning

C. Techniques of PPB

1. Programming
2. Cost-effectiveness analysis

D. Methodology.of PPB

V:( Management Science Models

A. Classification of Models

B. "PERT and CPtit'

C. Mathematical Programming Techniques

D. ;Inventory Models

E.' Game,Theory
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. MANAGEMENT DECISION MAKING

<

. Decision Making in the Context of Information Organizalions

A. Psychological Determinants of Decision Behavio r.

,0-T. Analysis of profit motivations and aspirations
' '4:, 2. Profitability for whom and over what time span

=o- 3. Measures of organizational success

4
4.. of motivation of administrators - role behavior,

'lluman needs and strivings, the organizational tulture,
competition, penalitip and rewards, etc.

B. Decision Makingin the Context of the Information Organization -
Consideration of Such Crucial Areas As:

. . .
4..

. .

1. Selection-and colTeet ion development
2. Technical services and alication of technology
3. Ma-ke or buy, build or rent,'and like decisions

... 4.. /Services to clients - real_clients.,and potential clients
5-. Decision options and goal formulatiOft-.
6. Case illustrations of effective performance..

BASIC BIBLIOGRAPHY

1. Bundy, Mary Lee. .Decision Making in hibraries. Illinois Libraries

(Springfield, Illinois), vol. 43; December 1961, p. 780-793.
(Reprinted in Reader in library administration, p. 86-941).

2. Katona, George. Business motivation.' In: Psychological analysi's of

economic behavior, p. 193-213. New York, McGraw-Hill, 1951. 347 p.)

3. Mann, Floyd C.; 'Williams, Lawrence K. Observations on dynamics of a)
change to electronic data processing equipment. Administrative
Science Quarterly (Ithaca, New York), September 1960,. p. 217-256.

4. Simon, Herbert/A. Fact and value in, ecision-making. In:

Administrative behavior: A stud of decision-making procesys in
administrative organization, b:44:460. New.York, Macmillan, I 57.

259 p.. Reprinted in Reader r librar.vadminittration, p. 78-85 .
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5. Stein, Herbert. The office of education library. In: Public

administration and policy development: A c se,book, p. 31-52. New
York, Harcourt Brace, 1952. 360 p.
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10. TRENDS AND NEW DIRECTIONS IN INFORMATION ORGANIZATION ADMINISTRATION

1. Theoretical Analysis of the Change Process

A. Theneed fo change and the conditions for change

B.--Changing o upations. and organizations

C. Revisions of ideology (following Thomas Kuhn's, The Structure of
Scientific Revolutions, University of Chicago, 1962)

. D. Dynamics of change - psychological and sociological characteristics

E. Bureaucracy and professionalism as change issues
F. Strategies for change organizational structure; values, the role

of the catalyst, the temporary System, rate of change ,
G. ,Leadership role and responsibility - forms and style, behavior

Characteristics of the Real Organizational W rld'of Information

4

A. The library and information administrator personified - a profile
based upon empirical ,research,

B.. The influenCe of professional education and literature
C. Governmental, economic and instnutional influences - national

"programs and policy, the profit-making sector, consulting groups,,
ow effect of other disciplines, the changing scene in publishing

. -(conventional and advanced forms), professional associations

.(national and international)
, -

III. Toward Leadership for Change

A. New Prototypes
)

vtik

1. New organizational groupings - by.type of organization; by
geographic area; by function; by subject; all encompassing

designs
2. Revising the educational,design - experimenting with new

professional roles; the techhical laboratory; educational

regrouping
3. New institutional respOnses - case illustrations

v4. Bc ining new,roles the subject expert; the detached
information worker; the advocacy role

IV. The Agenda for Changing thej:eadership ofothe Discipline

Professionalism q

'B. Education and intellectual requisites
C. Shaping a new breed of information personnel
D. Prototypes, models'and exemplary institutional performance

BASIC BIBAGRAPHY

cClelland, DaVid C. Entrepreneurial behavior. In: The achieving

p. 205-258. New York, Van'Nostrand Company,'Inc:Nu4961.

512 p.

2. Wasprman, Paul. Enginearing change in 1

**41- paradigm to prototypes for, the future. Librar

-Rouge, Louisiana Y, March 1972, p. 30-60.
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% TRENDS AND NEW DIRECTIONS IN) INFORMATION ORGANIZATION ADMIN:HIRAI/0N
.

BASIC BIBLIOGRAPHY

3. Watson, Goodwin. Resistance to Change.. American Behavioral 'Scientist
(Beverly Hills, 'Californi'a), vol. 14, no. 5, May-June 1971, p..745-
766.

4. Williams, Lawrence, Managing change: A test of' the administration
Wilson Library,, Bulletin (Bronx, New York), vol. 42, March 1968,
p 6864692.,
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11. WORKSHOP AND0PEN FORUM

.

The day will be given over to case discussion, special problems,

review and evaluation, and Using th management tedhniqueslibin the paTtil

cipants' home organizations. $ee Section I/I F. 8, (Workshops for

Transfer,to Home Sitting) for further discussion.
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SECTION VII\

POST 'SEMINAR CON S

4

In the final Oay of the workshop, atten on begi'ns to shift toward
the on-site and home applications of the lea ing experience for the
participants.. To the extent that the offering is successful, the workshop
will have conditioned the thinking of the participants to adapt their
behavior from those of purely technical information personnel to a self-
perception as mana4er. This implies not only a zeconsiderdatiOn of identi-
fication and .role responsibility, but a revised viewpoint` of the
continuous learning process, if one is to build upon_and enhance his or her,
competence as effective supervisors. This is the final test of the program
the degree to which it does in fact succeed in ;adapting and modifying
both the attitudes and the behavior of the participating admihistrators.
To the extent that the program succeeds, the participants will be oriented
to new sources of knowledge and information and recognize their need for
furthering their techniques and skills of administration. In this sense,
the workshop serves as a fir-elude to a continuing education (in either a
formal dr continuing learning infbrmal context) for those who have undergone
the experience and this pattern should continue so long as the individual
remains responsible for managing the information organization.
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